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DRAFT

MINUTES OF THE CIA CAREER COUNCIL
49th Meeting, Thursday, 27 Mexrch 1958, 3:30 P,M,
DCI Conference Eoom

Present: ! Gordon M. Stewart, Chairmen
25X1A9a < NN, !1ternate for DD/I
7- Matthew Baird, Member, DIR

25X1A9a 2 I Alternste for /P
4 Lyman Kirkpatrick, Member, IG

,L i

.
ecutive Secretary
s OP

1, The minutes of the 4Sth meeting were approved as distributed.
2: Mr. STEWART: We will go on to the ont'-placement program. You will
~- Jote in th;\-_}ecor‘ 2 Het we ne-d ‘tci l;now who - ;\f we are to proceed with this
program - who we might want to place outside the Agen‘% gnd I don't suppose
that anyone actually hes the nemes et the moment. o .
Col. BAIRD: I have two. ' T ~
Mr, STEWART: I would like to ask two questions, then secondly to make a re;:i;;t”
Does this sppear to the members of the Council to be headed in the right direction?
Are ve attempting something here thet really should ‘be done? When we get around
to this do we encounter second thoughts about whether we should lose these people,
“or do we in fact have a8 real problem with & cersain number of good pecple that
are elther in excess to our needs or have reached a point where their interest
is starting to slack in the intelligence business and they should probsbly, for
, their own good and for the good of the bisiness, be directed elsewhere.
25X1A%a Mmr, I This exercise ought to go hand in hand with the selection-out EXREXANX
| procedure. The candidates should emenate from thet rather then ... because, if
I understand the presentation made at this meeting recently, this whole program
was to assist us in placing people who were excess to the Agency, but not the type
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Mr. SIBWART: We wanted to help them out beceuse we didn't need their akills
rather than the fact that they are ineffective individusls, and since the selection-
out program is going forward, I think we are going to have some of these pecple
along with them. |

25X1A% wilEE -t 1o b wey we have done it. I have a list of these pecple i
at the same time we made the selection-out list. ;

N‘l\.
(v

Mr, KIRKPATRICK: I think they should g0 hand-in-hand. There fﬁ’ a couple of thikmngs
I'd like to suggest as far ae procedures. I think, very quickly, as these lists
are compiled, we are going to be faced with questions as to the standard used
in placing the individusl on the lists in both categoriea - those being selected
out for not being up :o Elandand and, those being selected out who are competent,
but who,-¥xe” excess to our needs, and this I think we should Tace '@ 1@ fairly
Mt‘;‘:xickly, becauss your office (addressing Mr. Stewart) will soon become the great
leveding influence in the Agency, because when they are selected out by their
basic component their immediate effort is going to be to locate elsewhere.
Mr. STEWART: There is no doubt about that. We had to put into the procedure thet
§héf§'g§ @J’ﬂ, personnel oﬁicdréa would consider placement elsewhere because you
can't heve a procedure thet doesn't say thet, but we will consider most of the
cages that come along as having beeﬁ carefully weighed,
Mr. KIRKPATRICK: I think also everybody should recognize that this is going to
be a great test of supervisors too. It will be a pretty accurate indication of
8 supervisor's ability to have his case documented. When he starts nominating
these he will be in for a fairly rough period. We are going to find cupselves with

some diffi t intgr:t% cases, and civil ceses, and even some court cases.
25X1A9a rfe d ik
' ‘e &delivered to the head of the respective Gareer Services the
current date on adversely selection-out cases, In other words, all "B" and "C"
ocages ... because in every one of thoae cases there have been hearings of a

n
sort. In- m&/ihey have not been legal hearings - the individual in some
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Mr. STEWART: Let me draw a distinction in here. Ve give almost everyone tine
to find private employment and the help we want to offer certain people who are
certainly not sub-gtandard, to find employment elsewhere. In the latter category
We can't take the average selection-out case and shop him here 1n'the Government.
In the case of certain of the, let's say, case officers in ID/P who are good

men with godd records, but becauge they cen't serve Overseas, you can't plan for
another twenty years for them. We would like to have some of those good peoplg
if you cen afford to let them g0 ~ some of those people nominsted for very
careful placement elsewhere. We can stand behind them and we can probably

meke reasonable deals. I think some of the pecple in ID/S, where we heve
overages and I think-gome of your re e ‘dinassing M 25X1A%

’9,9}... ' I;E If we don't mend them that kind of people, thejr’ekuﬁaﬁ"’u"&ew N
out-placement .
Col, BAIRD: My Persoz;nel Officer meets with someone in Personnel...

25X1A9%a Mr. STEWART: _

COL BAIRD: ... and he gets advice as to what to do with each indivigual case
then we go back and prepare other cases then come to you in DD/S and say, "Here
are our nemes," then the head of the Career Service is the first one to talk to
the individual.
Mr. KIRKPATRICK: I'd just like to sy here that we had & case come back from
outside - a refusal to take directed assigmment - we had it come back from the
outeide this last week. The fellow retained an attorney who spproached the
Agency, and this cese was beautifully documented right down the line . This
wes a Loglstics Office case and the attorney es much as admitted, as much as
®® levyer would, thet he didn't heve a case. He wouldn't stand a chance in
court, but in thie instence the man had been given & directed aseigment,
refused on the basis of femily consitions, was given a suspension of one year,
The mecond assigmment wasn't even overseas but he refused that too. In the
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office end we told him that he was very foolish to refuse this directed assignment.
He wes notified in writing by the Personnel Officer for Logistics and the head
of logistics and by the Director of Personnel and finelly was terminated and it
was a case thet was watertight. If we ean do each that way...

Col BAIRD: Was he a veteran?

Mr. KIRKPATRICK: Yes. That has nothing to do with it. I have one exception es
to procedure. You suggest that after an agreement has been worked out (rdading
from the Memorandum for the Record dated 17 March 58) ",..and the probable areas
of placement for the caddidates whom we have identified have been established, it
is proposed that Mr and the Director review the Agency's out-
placemnntr ﬁrogram with the Secretaries of those departments to which eur pwple
night well be transferred.” I would like to suggest a slight modification to the
effect that the Director's role probably should be limited perhaps to a letter
or phone call, but the detailed discussiors would have to fall on either Colonel
White or yourself (eddressing Mr. Stewart), The Director doesn't have the time.
Col WHITE: I thought too that was a 1ittle impractical.

Mr. STEWART: Thet is what they would like to do. They proposed this and I
questioned it. Something of this sort is whet we will have to do because if

you try to go to the working levels in othems departments they will Just give us
a fast brush. _

Mr. KIRKPATRICK: The Director cen call the Secretery and set wp the meeting.

Mr. STEWART: If that is all on the outplacement business, then let's proceed

25X1A9a o the compensation system. Mr. NN is going to make a brief presentation.
25X1A%a ¥ N i o grest desl to do with the drafting and they are here

to help answer questions. We revieved this yesterdg y with Colonel White end some
of the DD/S and it wes agreed that we ware putting this forward to find out
Whether it is what the Agency wants with the understanding that we ame going to
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it to the Buresu of the Budget and other parté of the Executive Department, and

possibly Congress.

25X1A9a (- I roceeds to explain the proposed reviged compensation system

with the aid of charts. At this point he is expleining comparstive coste.)
Col BATRD: Every individuel hes been figured?

25Xx1A%9 MR Every individuel hes been figured et getting & one step incresse

25X1A9a

per year.

Col. BAIRD: In effect it will be less, because you are not going to promote
gverybody.

NN Mot everybody - it will be & merit increase.

Mr. STEWART: :rhﬂeﬁ.m'yf'ﬁewhﬂa;;'é*éﬁﬁé“fﬁiﬁg“sﬁt m now, ve can make it less,

-

f/lj/m%‘i"é",/dqending on how we went to manage pecple. We don't have to Ei¥e

everybody & merit increase. | o
Col. BAIRD: Thet is one of the most velusble things about this.
Mr. STEWART: These illustrations just khow you how you could spend your money.

I8,

I

you ere going to have more money thet you are not spending on your E Pg’ S
I think it is a better wey of distributing it. /
Col. BAIRD: I just point out the psychological effect. It indicates to the
Comptroller, or possibly I think in effect it will cost us less.
Mr. STEWART: I don't think we can sell anybody on the fect that it will cost us lees,
Col. WHTTE: I think the important thing is to show that you have control so that
you can, if you went to, insure that it doesn't cost you any more.
Col. XB BAIRD: How do you budget ahead?
Mr. KIREPATRICK: I don't think it would be so tough. Wheress iy today, of course,
you can do it by & calendsr and tomorrow you will do it by the plan of the executive
running the unit. You certainly have & performence figure in your mind - how many
you think sre going to deservé it. The importent thing is to emphesize that once
you've reached the seven level - from then on your salary range is going to
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depend exactly on your performence. Wheress you will be considered annually

for increase there is not going to be any time limit one way or enother. Whether

you get more money or not, it is going to depend exactly on your productivity,
25X1A% 00nLinues-£0-eXpLain-the-Proposed-rewised-oom enset Lon-sysbame)
concludes his presentation.)

Col BAIRD: I think it's wonderful - too good to be true.

2oX1A% N : ook oo too.

25x1A03 B Vret does "GR" mhand for?

25X1A9a Mr._ It's just our own nomenclature.
Col. BAIRD: You take i present GS=13's. One has been in grade & long time

T

and p J_Ulbﬁgly never will be promoted. He has gotten a lot &f in-grade promotions.
wMMYﬂoru convert him to the new "GR", He stadds to gein over the man who heg not
yet gotten hig first in-grade step promotion who is a top notch guy. He converts
to the new grade "GR" at a higher selary then the top noteh GS-13.
25X1A%2 I . keeps hie o0ld salary.
Mr, STEWART: Tha’both convert to Grade 9.
SX1A% I They convert st their present salaries.
Col. BATRD: I wonder if each employee should be reevaluated.

Mr. STEWART

.

I would rather get that done.If there is a question of demoting
People I think we could get ouraelvea igtc 2 vory sarious row.
Mu=STas:: Wo have considered this ead:enaive]y In fact, we have considered
putting the 13's down into Grade 8 so that they would only have a few meritorious
promotions they could gain but that would subject us to elaims,

: We could run afoul of the Veteran's Preferance Act.

oX1A%a - This is the first imeginative thinking thet hes gone into the subject

for a long time.

Col. BAIRD: Who is responsible? I would suggest an award for whoever thought this up.
: CIA-RDP80-01826R000800070064-1

Approved For Release *



Approved For Release 1999/09/;,@,5.‘%'. -RDP80-01826R000800070064-1

i - sl

B

. sTEWART: e NN priverily. I think they would admit 2°X1A92
there is a little writing on this subject by Hoover. I think they have distilled
from the confusing literature a demn good plan.

25X1A% I o heve to take good concepts and apply them.

25X1

S,

A9a

e

Mr. STEWART: Our steps eren't what we would like to have them be. You notice
our 13, 14, and 15 form & base of Grade 9 and 10, and 11 there...
_ Ideslly, I would get a larger scale at the top.

Col. BAIRD: All of this is going to take how long?

Col. WHITE: Assuming that this is the system which we would like to have, we
have got & real job I .,‘n_.}g%e Justification and the first thing, we need help

from exsybody to do this, We will have to sell this to the mu O’E“EE: Budget

and some committees of €£kww Congrese, and they, as you know, have a tendency -

.

..
to think it's good that you conform to the rest of the Government. I've

heard Saltez@;;i, Russell and a lot of others say that, so first we need everybody's
help to show {fhat our situation is. Lots of stetistics projected quite & bit

into the future to show what our problem is and why we need something different.

I thimk that 1s the first big problem and the next big problem would be to

convince them that thls does not necessarily cost a lot more mmmey and it's not
going to throw your budget out of gear. %They say, "Wait a minute,memxix this is
just a gimmick. You ere going to triple your supergrade here by permitting

your 14's to go into the super grade category salary." There are a lot of
erguments to beat off that eriticlam that we are going to need.

Mr, KIRKPATRICK: I think you have got to sell the Director and the Deputy Director
and meke them understand the purpose behind this and then I would go right into

& senior ataff meeting. Whether in your statement you omitted them deliberately

or not, we have the Civil Service Commission end the Post Office and Civil Service
Committee on the Hill, as well as the Armed Services and Appropriations Committee,

& t...
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Col. WHITE: We will run into this, probably at the Bureau. They will say,
"Yes, this looks all right, but we have been thinking ebout something like this
for the Government as & whole." We have got to figure some way to crash through
that barrier.

M., STEWART: Dick, there is one think I'd like to be sure of. I don't know
how we get the answer, but perhsps you cen help us. There hae always been
considerable sentiment to get the oversess part of the Agency on the same
footing as the Forelgn Service of State Department - leeve, pay, retirement -
the seme basic features. Is there any orderly itay we could teke this proposition
and put it slongside of the Foreign Service pay scales and see if we can't
errive at & decia;ﬂn ‘80 that we can Teel-that-we-are. right aﬂd that we have

actmlly closed the door if we get this? I don't ses how We coruld gay later that

we went Foreign Service pay and the answer would be, "You should have asked for

the whole package ‘et ones.

¥ You know sometime back vhen we were talking ebout this and its assoclated
problems, }***Q* made & point. If you start to go to Congress for things
like Foreign Service errangements, you are going to get built into it by the
Congress things that the boys don't want to go with it at all. There are a whole
lot of little gimmicks that Congress thinks erd sort of quo's for the quid's.

If we are not careful, we are going to get right into that. They look at all the
plus's but they don't look at any of the mimus's. I had a note today saying that
in the upper grades of the Foreign Service there are & lot more in the Foreign
Service than there are in the Agency. I asked him to document it if it is true.
I think we are going to get the whole bag and lots of things added to the whole
bag by the time we are through.

Mr. XIRKPATRICK: I think we should stress to our pecple that we may not have
everything 'Ehat the others have, but the balmnce sheet shows us shead.

Mr. STEWART: We are going to be after the early retirement question again this
yehPREAVES QI Releasc 403103108 CieR DRE01 825 ROGISD(trybey ey and




=01826R000800070064-1

Approved For Release

all the pro's and con's, I certainly agree with you. I have always found it
intellectually impossible to conceive of a Foreign Service in this Agency like
the Foreign Service in the State Department.

25X1A9a T The 2onger I watch some of the strange things the Congress does, the
more I am persuaded we should act more in the Director's suthority es we can
and not get out in the Congress...
Mr., WHITE: We don't need legialetion. It is a question of briefing them, a8
you sey. |
Mr. KIRKPATRICK: In these Gongressinnal briefings, we have to sell the chief
of gtaff of each’of thess womittees first, I_f_‘yau gell the chief of staff
of theaw three committees in each House ;mnbc you azv"‘e‘nbi gohirg to have A:w
problenms. B
Col. BAIRD: T have & question on page nine, Gordon, and you meet it every time you
answer questions in the Clandestine Services Review., In the jump between 9 and
'lﬂ/titnn doesn't seem to take into sccount the promotion of a case officer
to enable him to remsin a case officer and not to be given supervisory responsibility/
= How can we do that under this new system.
Mr. STEWART: .,.yes... L _

25X1A9a _ That's one 6f the things I like sbout this system. You can

start giving him more moneﬁr without having to make him "Queen of the May.®

25X1A9a Mr. STEWART: i I hed & talk with- He has some GS~15's coming back

25X1A6a frouj M They sre good men but he can't hold them. If we had a system
like this his men could be drawing 15 pay and it would be no problem. We would
have & system which would accommodate them. If you wanted to put them in

25X1A6a the G Branch you could. Right now we have & system which just creaks every
time a person ﬁoves. These broader categories will meke the rotation thing
Just a lot simpler. |
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25x1A% /GGG 1o think chenging the individual's personsl grade -
you are going to change his grade, for instance , these 15's, do you contemplete
meking these... I mean, under the new system, do you chagge the man's grade, but
leave his salaery elone?
Mr. STEWART: We change his grade to Grade 10 and ve couldn't change his salary.
25x1A9a ¥ JJNEBB Sucvose there is no 10 job, but there is a 9 job. It is only
by doing that that you would get the flexibility. I don't see how you do it
othervise.
Mr. STEWART: Tt's a little more complicated than that. The way the thing is
supposed to work, when we convert, everybody's going to convert to the lowest
grade thel can accomodate them. That gives u; ; chence t& gg'omote people -

) tha outstanding types to the next higher salary range, and there are such paxle
right now. There’ fx;,one or two supergrades that it will be very hard for Dick T~
to accommodate beck here. If we have this choice in the future, we should have
Yess trouble with this sort of thing. I think ve will alweys have to bend the
system,

25X1A9a _ As long &s every job carries s sliding grade, this flexibility

is not going to be qulte so easy.
25X1A03 wisweimmpmiiidies You will have fewer levels. The fewer grade levels, the fewer
problems you will'have in agsignment.

25X1A% Y As ve perfect the controls, we can certainly go further on this

flexibility too and not be concerned about this mechanical slotting and once
we know we have got the faucet in control, I can see in & finel aﬁalysis we would
not have any mecheanicsl slotting at all, but you have to get your controls established
before you do that.
25X1A% I Ve tolked sometime sgo sbout e system whereby & GS-13 could
£111 8 12, 13, or 14 job and nobody would question the slotting.

25X1A%a H That is carrying the slot off the back.
pproved For Release 1999/09/08 CIA-R
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Mr. STEWART: I think the anelyst level, the case officer and the general working
level - I think this thing will solve this problem. I think once you nominate
a man to move wp into Grade 11 you clearly identify him as & person whom you
don't necessarily move back in terms of status., Therse is thet ane limitation.
Short of that I think the system will work and furthermore, of course, our whole
salary control in the future is going to be on the basis of c,i'sfs Fm 80
we don't teke the formel grade structure, we don't lean on it in order to control
grades. We are teking one step at a time.
- This is &1l in the right direction, you can't do it all over nite.
Mr, KIRKPATRICK: I’J‘e_‘t:ne check a couple of technical points. Greades 7, 8, 9,

e .

and 10 hevs the largest mumber of salary posaibilities. I assume the purpose
P M .

",

25X1A9%9a

6f/i;ﬂhis is that these are the four grades that you feel most p:o,pi; &re going
t0 end wp in and thereft_are should offer the greatest number of salary increases.
25X1A%9a MEN: You have a dead end with 7 and 8, then you go to 11 and 12, then
you go on to your p_eople that are reelly going on. I{ was constructed because
of vhat we have in the Agency.
Mr. KIRKPATRICK: And the percent of your base pay, I suppose that is what...
industry was used and the general idee of what you wanted in those grade structures.
25X1A9a Hr- Yes, and some general practical considerations of what we had and
what we were trying to cover - what grade people would be converted to.
Mr. STEWART: Anything further... Meeting is adjourned.
(The meeting adjourned at 4:30 p.m.)
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